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Today’s need for a
comprehensive framework

For HR managers implementing
coaching in their organisations,
the situation is not easy: despite
the wide spread of coaching, there
is still an enormous general lack of
reliable know-how in this field.

Plenty of fragmented and
dispersed theories and models
about coaching may have
emerged, but most often these
simply deal with coaching as such
and do not address the core
question of what steps and
procedures organisations need to
establish to produce the best
results. Moreover, most of these
models are not comprehensive, are
highly subjective, are not backed
up by research findings or not put
into context with other models
and findings. Ideas and concepts
still too often tend to exist in
parallel, rather than being tested
and evaluated against each other.
As a result, hardly any dependable
literature about the implementa-
tion of coaching exists which HR
managers can consult and rely on.

From the managerial point of
view, this lack of implementation
tools, as well as the fact that the
findings that do exist are highly
fragmented and difficult to grasp,
represents a serious obstacle to
efforts to implement coaching
successfully.

There is no denying the fact that
the implementation of coaching is
in its infancy and the real power
of coaching often has not yet been
discovered. In many cases
coaching is still approached in a
very unsystematic ad hoc way, and
much better results could be
achieved if more practical tools of
implementation were available. In
particular, the need for a compre-
hensive implementation
framework for management action
has become increasingly evident.

Filling the gap

The coaching research project
2005, supported by the East
London Business School and many
other organisations, now provides
this much needed framework on
the basis of a very extensive

evaluation and integration of
nearly 150 relevant literature
sources and of its own leading-
edge primary research activities
(worldwide coaching survey 2005,
transatlantic coaching pilot
project, series of 12 interviews
with top coaches / coaching
managers). The core essence — the
10 key success factors for the
implementation of coaching — are
a ‘must know’ for everybody
involved in coaching programmes
in business.

Key learning points

[ Establish win-win situations for all
stakeholders.

[ Achieve full consistency of all
coaching measures with business
strategy.

[J Ensure complete transparency of
the whole coaching concept.

O Evaluate effectively, but carefully.

[J Assure high integrity and quality
at all levels.

[J See the implementation as a

continuous learning process. J
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Just one small gap in integrity may
lead to a significant loss of trust
and thereby bring about the failure
of a whole coaching programme.

Quality means above all two things:
firstly, that the coaching concept
underlying the coaching programme
is well considered and designed;
and, secondly, that all parties
involved have the appropriate
qualities and qualifications to

fulfil their tasks as provided in the
coaching concept. So, to a very
large extent, the definition of
quality depends on what goals

and objectives are to be achieved
by coaching and is a rather
subjective matter. Therefore, the
more clarity the HR manager has
on what is envisaged by a coaching
initiative, the easier it becomes to
define precise quality profiles for
the protagonists of the coaching
programme.

Useful questions for HR
managers

1 What are the benefits of a
coaching programme for each
stakeholder?

2 Are adjustments necessary to
achieve consistency with other
business activities / business
strategy?

3 Have you worked out the
coaching concept so clearly that
you can make it 100 per cent
transparent to all involved?

4 What kind of evaluation is
adequate for effectiveness and
confidentiality?

5 What is the precise definition of
quality in terms of your coaching
programme?

Continuous learning process

The implementation of coaching is
an iterative, ongoing learning
process that requires constant
review and optimisation on a
permanent basis.

The two companies Pfleiderer and DaimlerChrysler (Sindelfingen) have very
different but at the same time successful coaching programmes. This is
illustrated in the following example of evaluation and confidentiality regarding
one-to-one coaching.

At Pfleiderer, coachees are assured of complete confidentiality, including the
fact that they are coached. For this purpose the HR management has installed
an anonymous budget stamp paying system. Executives receive a yearly set
of budget stamps with which they can pay for the services of a coach without
the need to inform the HR management. Evaluation takes place through

an extensive anonymous questionnaire for coachees and coaches, and is
carried out by an external provider operating as an additional ‘firewall of
confidentiality’.

At DaimlerChrysler the situation is very different. To promote the acceptance of
coaching throughout the organisation, the concept of round tables was
introduced. In addition to the coach and coachee, the round table approach
involves the coachee’s line manager as the organisation’s representative in the
contracting and evaluation phase of the coaching process. The HR department
representative functions as a moderator and facilitator. The rationale behind this
is to ensure that coach and coachee do not see coaching in isolation from the
organisation, and that the line manager can support the progress and use of
coaching by making use of the direct report. The content of the coaching
sessions remains confidential. The evaluation at the round table is made by
reference to coaching outcomes only.

The two coaching concepts show that various designs are tenable and
successful. However, both companies have created win-win situations for all
stakeholders, kept full consistency with business strategy, made the coaching
concept fully transparent to all sides, chosen effective and careful evaluation,
and ensured high integrity and quality.

from other organisations as an
invaluable additional source of
inspiration.

Excellent HR managers are fully
aware of the need to keep working
steadily on coaching programmes,
to encourage open discussions
about implementation issues in

the organisation, to support
continuous professional develop-
ment of all parties involved, and to
seek the exchange of ideas and
experiences with colleagues

It is through this kind of long-
term commitment to continuous
learning that the key capability

of well-founded implementation
intelligence, which is necessary to
produce outstanding results from
coaching programmes, can develop.
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He is the author and publisher of coaching literature, the initiator and head of the
coaching research project 2005, an organiser of international coaching programmes,
and a trainer on coaching and the implementation of coaching in organisations.
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Best implementation of coaching in business (part 2)

The 10 key success factors

Knowledge of the success factors will
enable HR managers to implement
coaching much more effectively and
coaches to become increasingly
sensitive to core implementation
issues, and will contribute to and
further improve coaching
programmes. Key success factors 6
to 10 are a continuation of success
factors 1 to 5, which were explored
in part 1 (see Issue 20).

6 Win-win situations for all stakeholders

For a coaching programme to thrive,
it is important to create a situation in

Organisation-specific

understanding of coaching \

Systematic approach —

Successful

which all parties involved may benefit
from coaching. Successful coaching
initiatives are based on mutual respect
and trust, good working relationships
and a collaborative approach in
which the various stakeholders regard
each other as partners rather than
adversaries. Creating win-win
situations therefore demands the
commitment of all parties to work
together.

Accordingly, coaching concepts
should be designed in such a way that
they meet the interests of and bring
about benefits for all stakeholders.
Where a potential conflict of interests
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Fig. 1: The ten key success factors

of coaching
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between parties cannot be fully
excluded, there should be a provision
or an agreement between the parties
about how they want to deal with the
situation if it arises during the course
of the coaching programme. In
addition, the coaching concept may
explicitly stress the collaborative
approach and also provide in general
that, if an unpredicted conflict of
interests emerges, all parties involved
will be obliged to make common
efforts to keep the win-win situation
in place.

In the end, creating win-win-
situations is very much concerned
with acknowledging and valuing the
interests of the stakeholders. Once
this is achieved, a fair and open
collaboration is very likely to take
place, and it is possible to work
towards mutually satisfactory results.

7 Full consistency with business
strategy

Achieving the alignment of coaching
measures with the corporate, business
and functional strategies of an
organisation is vital. Coaching
programmes need to tie in with the
other business activities and support
the overall organisational strategy in
order to add value and sustain.

Coaching initiatives that contradict
business strategy will most likely be
rejected by the organisation in some
way. To be able to implement new
strategies, the support of the top
management becomes crucial. The top
may formulate a new strategy that
then is compatible with, or might
even now explicitly desire, the
envisaged coaching measures. In
some cases — for example, where a
very high level of organisational

coaching penetration is desired —
coaching may even be located at
the heart of business strategy.

In the case of inconsistency, there is
often a choice regarding in which
area to make the final necessary
adjustment. For example, where
line managers are encouraged
within a massive coaching training
programme to coach their direct
reports, but the managers’ efforts in
coaching their subordinates are not
taken into account in the reward
system at all, there is some kind of
contradiction and lack of alignment
within the HR strategy. Now, either
the coaching programme, or the
reward system, or both can be
adapted to establish the consistency
desired.

8 Complete transparency of coaching
concept

Comprehensive information to all
stakeholders about a coaching
programme is crucial to enable the
various parties to handle and use
coaching as an effective tool. Where
everybody has a precise idea of
and clear expectations about the
procedures, and there are steps in
place and a rationale behind these,
coaching measures become
trustworthy, well understood and
attractive to people.

Coaching therefore should not be
kept secret in any way by the HR
management, but made fully open
and inviting. Any hidden agendas
or hidden contracts represent a
clear contradiction to the idea of
transparency. In successful coaching
programmes, the stakeholders are
working together at eye level, and
this requires comprehensive
information for everyone.

In order that complete transparency
is ensured, the coaching concept
and its governing rules must be
worked out very clearly and must
be adequately communicated in a

professional and succinct way
throughout the organisation.

In this way, not only do coaching
programmes become more
trustworthy and operable, but also
the various stakeholders are able to
give well-informed feedback and
make worthwhile suggestions to
help improve and further develop
the coaching concept. So full trans-
parency also facilitates valuable,
constructive employee involvement.

9 Effective and careful evaluation

Adequate evaluation is essential to
track the outcomes achieved by
coaching and become able to
optimise the coaching programme
on a continuous basis. By the
demonstration of the benefits of
coaching measures, their credibility
and acceptance in the organisation
are best ensured.

However, it is not easy to measure
the outcomes of coaching reliably.
Coaching is a young discipline and
the optimal parameters for the
evaluation of coaching have not yet
been found. Things become even
more complicated, because
coaching by its nature has short-
and long-term effects, and mostly
impacts organisational performance
in a more indirect way.

What is more, there is tension
between evaluation and confiden-
tiality that needs to be taken into
account: The more evaluation is
desired, the less confidentiality may
often be possible and vice versa (see
Figure 2).

Take, for example, a coaching
programme that assures coachees
complete confidentiality, including
the information that they are
coached. In this case applying a
360-degree feedback tool among
the coachees’ colleagues to evaluate
coaching measures would be
impossible as it would mean a

factual disclosure of confidential
information. Effective as well as
careful evaluation methods are
asked for.

The evaluation of coaching
measures may therefore take very
different forms, and will depend
greatly upon the nature of the
coaching programme and the goals
envisaged by the organisation
which will finally be preferable (for
example, qualitative questionnaire
or quantitative return on investment
or ROI calculation). Tailoring an
appropriate evaluation strategy in
accordance with the circumstances
of each case is most likely to bring
about the most useful and adequate
insights.

Confidentiality

Evaluation

Fig. 2: Relationship evaluation — confidentiality

10 High integrity and quality

at all levels

Coaching programmes have a very
good chance of succeeding and
achieving the desired acceptance if
it is made absolutely clear from the
beginning that high standards of
integrity and quality apply and will
be observed without exception.

Integrity means that all parties
abide by the rules put in place to
govern the coaching programme as
provided in the coaching concept
and in any further, complementary
agreements made by the parties.
Moreover, it implies that there

are no hidden agendas and that
confidentiality and willingness as
fundamental principles of coaching
are fully respected (particularly in
classic one-to-one coaching).
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